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Ian N. Lings 
Abstract 
This article presents the development and application of a new tool for enhancing the 
quality of services delivered to a firm’s customers. This new model, the internal 
marketing schematic, has considerable advantages over other models that have been 
presented in the literature. 
The internal marketing schematic is derived from a synthesis of existing tried and 
tested management tools. It identifies the processes involved in delivering quality 
services both internally and externally and provides for the measurement of the 
quality of these services. These measures are used to develop improvement targets for 
all groups within the organisation.  
The internal marketing schematic encourages participation from all employees, 
focuses them on the impact of their activities on the firms’ customers and motivates 
them to achieve higher quality service provision . 
The results of preliminary studies into the application of the internal marketing 
schematic suggest that the tool has considerable utility in achieving high quality 
service provision to customers. 
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Introduction 
Many developed countries have seen a dramatic increase in the importance of services both to 
national economies and to the individual consumer. Industry and academe have responded by 
investing considerable resources in efforts to improve service quality. Two concepts which 
have arisen from the work of researchers in this area are internal marketing and services 
blueprinting. 
Internal marketing identifies internal customers and suppliers along the value adding chain of 
the company and has been proposed as a means of managing the quality of the interactions 
between these so that the quality is built into every step of the service delivery process 1. 
Services blueprinting is an established tool for portraying service processes as flowcharts of 
interrelated activities 2.  It is used here, with some modifications, to describe the service 
delivery operations along the value chain, internal customers and suppliers within the value 
chain and to highlight those service processes which are critical to delivering quality service 
along the value chain. 
Both internal marketing and services blueprinting have serious limitations in their application 
to organisations. These will be discussed in more detail in the following sections of this 
paper. A new model, the internal marketing schematic, which combines elements of both 
internal marketing and services blueprinting, is presented. This new model overcomes the 
limitations of internal marketing and services blueprinting, and provides a tool by which 
quality services can be delivered to the customers of the firm. 
The success of any such initiative to provide better service to customers depends greatly on 
identifying the services which customers want and ensuring that the quality of these services 
is of sufficient standard to satisfy the customer. The importance of measuring the customers’ 
satisfaction with the promised service is reflected in the wealth of articles found within both 
the academic and management literature which deal specifically with measuring the 
customers perception of the service that has been provided to them. 
The internal marketing schematic developed in the research presented here identifies both the 
detailed service delivery activities of the firm and the internal customers and their internal 
suppliers. Transactions within the internal market are identified as are the transactions with 
the external customers and the quality of the service provided at these transactions is 
measured. The internal marketing schematic is then used to translate weaknesses in service 
delivery to the external customer into improvement targets for individuals within the firm. 
Improvements can then be achieved by examining the service delivery process at several 
levels as represented in the internal marketing schematic. 
The internal marketing schematic described here has been applied in two organisations as 
part of an ongoing research programme investigating service provision. These preliminary 
studies indicate that the internal marketing schematic has considerable utility in this area and 
marked improvements in performance have been observed in both cases.  
Internal Marketing 
Internal marketing is gaining recognition in both the academic and commercial arenas as a 
means of enhancing both customer satisfaction and employee satisfaction. Much of the 
literature, which has developed from the area of services marketing and quality management, 
stresses the importance of building quality into every step of the service delivery process 1. 
This area of research identifies internal customers and suppliers along the value adding chain 
of the company and has been proposed as a means of managing the quality of the interactions 
between these. 4 
Internal marketing, therefore, aims to ensure that the internal customer is satisfied and that 
quality is progressively built into the product or service as it passes through the company so 
that the external customer is also satisfied 5, 6, 7. It ensures that every department and every 
person within the organisation acts as both a supplier and a customer, and that the staff work 
together in a manner supporting the company strategy and goals 8. 
Several principles relate to this concept. 9 
• Each process receives inputs from the internal supplier, the previous operation, does work 
on it, adds value and converts it to an output to the internal customer, the next operation. 
• The internal customers’ requirements and expectations need to be communicated to the 
internal supplier. 
• The internal customer’s evaluation of the service provided needs to be communicated to 
the internal supplier.  
• The consequences of meeting or not the internal customers’ requirements must be 
translated to rewards and punishments. 
• The process aims at continuous, never ending improvements. 
• Employees must be made partners with management for the system to work. 
 
If  an outstanding service is to be provided to external customers then personnel who have 
contact with these customers need to have the necessary support from other functions to 
achieve this. For example if computer programmes are difficult to use or networks constantly 
fail, customer contact personnel will be unable to perform well, no matter how well they wish 
to do so. Support services such as training and information technology need to accept that 
they have an impact on the quality of the service provided to the external customer which in 
some cases may be equally as important as the effect that customer contact personnel have.  
In this example customer service could be improved if the support service providers, IT and 
training, recognise their internal customers, research their needs, in this case for reliable 
systems and targeted training, and provide these services, as would be the case if these 
support functions were contracted out to external suppliers. Internal market research, using 
similar tools to those used to analyse the external customer,  can identify the exact needs of 
the internal customer and how well these needs are being met.  
The above example illustrates the importance of the information technology department 
providing customer contact personnel with high quality support services in order that they, in 
turn, may provide the customer with a high quality service. This will only be possible if 
departments which support the information technology department provide a high quality 
service to them. Efforts on the part of the IT department to provide a high quality service may 
be hindered by a procurement department which is not sufficiently responsive to fill orders 
quickly enough to avert stock out situations or network breakdowns. Similarly the 
procurement department may be hindered by an internal postal system which loses orders 
posted through the internal mail. If all internal service providers strive to serve their internal 
customers better the quality of the service which the external customer experiences should be 
improved. 
In researching internal suppliers and customers it is useful to represent them 
diagrammatically. The internal supplier and customer map of two companies (A and B), 
developed from primary research into this area, are shown in Fig 1 & 2. Here internal 
suppliers are clearly defined and the transaction points where they provide for their internal 
customers can be seen.  
[BRING IN FIG.1 HERE] 
[BRING IN FIG.2 HERE] 
The diagrams illustrate the complex nature of interactions between internal customers and 
suppliers within the firm. Typically internal suppliers provide services to more than one 
internal customer, and often the service required by these internal customers is different. 
By representing internal suppliers and internal customers in this way it is possible for 
managers to easily identify their internal customers. Internal market research can then be 
targeted at these internal customers to identify their exact needs and how well they are 
currently being met. 
Despite the strengths of the internal customer model discussed above it does have limitations. 
It fosters a narrow focus. 
Focusing the attention of employees on their internal customers can divert their attention 
away from the external customer. It is the external customer who brings revenue to the 
company and as such  should be the primary focus of all activities. This narrow focus of 
employees on their internal suppliers and customers may also inhibit the development of a 
holistic view of the complex interrelation of activities which are required to deliver services 
to the external market. With such a narrow view it is possible that processes which are 
unnecessarily duplicated in different departments could remain undetected, making the 
organisation less efficient than it could be. 
It does not deal with process issues. 
Even though the internal customer model will identify areas where departments are not 
satisfying their internal customers well, it does not provide the managers of these departments 
with any insight as to how to improve the process of service delivery within their group to 
achieve a higher quality service offering to their internal customers. 
In order to overcome the limitations of the internal customer model of internal marketing it is 
necessary to develop a model of the firm which can represent the information required by 
managers and employees to implement an internal marketing programme. 
Internal customers and their suppliers will still need to be identified but also the processes 
which are undertaken in the service delivery process and more detailed representation of the 
activities of the internal supplier is required. Processes which directly affect the external 
customer also need to be represented. 
The following section discusses a tried and tested method of representing the service delivery 
activities of the firm. 
Services Blueprinting. 
Service Blueprinting 2, 10, 11, 12, 13, was developed as a tool for designing service delivery 
systems. The technique portrays service processes as flowcharts of interrelated activities 
which are prioritised into those which are customer visible and those which are not. Customer 
visible activities are separated diagrammatically from other activities by a line known as the 
line of visibility. The proportion of the service blueprint which is customer visible will vary 
from one service to another, depending on the amount of employee-customer contact required 
to deliver the service, but for many firms the majority of the process will be invisible to the 
customer.  
Fig 3 shows a simplified service blueprint and illustrates the concept of sequential activities 
in the process of service delivery. Those processes which lie to the right of the line of 
visibility represent interactions between the firm and the customer, and may take the form of 
telephone conversations, face to face interaction, letters and other forms of communication.  
For example, in the case of a bank customer, this could be the interaction between the 
customer and the employee who provides the service, a telephone call, correspondence or 
other interaction between the bank and its customers. These interactions form part of the 
customer’s evaluation of the quality of the service provided 3 and may take place at any 
location but usually either at the customers’ or the service provider’s location. The 
importance of these interactions between the service firm and its customers is well recognised 
within the services marketing literature and are known as moments of truth. Each moment of 
truth is an opportunity to for the customer to evaluate the quality of the service that they are 
provided with. 
Processes which lie to the left of the line of visibility represent the back office mechanisms 
required to deliver the service to the customer. These processes also have an important effect 
on the perceived quality of the service. If, for example, a computer system fails within a bank 
and customers are delayed in their transactions, the quality of the service which they perceive 
is likely to be less than if the back office operations were running well. Service quality 
campaigns must concentrate on these processes as well as those which are visible to the 
external customer.  
[BRING IN FIG.3 HERE] 
Services blueprinting offers several benefits to the manager wishing to undertake a service 
quality campaign. The representation of the service delivery process in this manner allows the 
manager to identify problems within the process such as bottlenecks and duplication of effort 
both within and between departments.  It allows managers to identify those service delivery 
processes which the external customer experiences directly and which are of primary 
importance in creating service quality.  In representing the whole of the service delivery 
process, services blueprinting, when used with process simulation software makes it possible 
for managers to redesign the service delivery system. These new process designs can then be 
tested using software with no risk to the existing system and customer satisfaction. 
Service blueprinting, however, also has several limitations.   
It creates large, complex blueprints. 
The service blueprint of an entire organisation is large and difficult to examine in its entirety. 
The complex nature of the relationships between different service processes in the 
organisation can be almost impossible for any one person to understand fully without 
reducing the level of detail to the bare minimum. This renders the process of services 
blueprinting ineffective as it is the detailed nature of the technique which offers the most 
benefit to the manager when identifying process problems.  
It does not identify managers responsible for processes. 
Even when process problems are identified the service blueprint does not provide any 
indication of the functional area which is responsible for rectifying service delivery process 
problems. In many cases, even when such a person is identified, it is not possible to convince 
them to take ownership of the problems and work to rectify them. This can occur because the 
problem may fall in an area where work spans two or more departments, causing conflict to 
arise between managers as they argue about who has the resources necessary to investigate 
and rectify the problem.  
It does not communicate service quality to employees. 
Services blueprinting does not communicate the concept of service quality, both external and 
internal  to the employees of the organisation. Internal interactions are not adequately 
identified for internal service quality to be measured and communicated to the internal 
suppliers. Process problems which are identified from analysis of the services blueprint, may 
not immediately be seen to be important factors in creating satisfaction for the external 
customer. These process issues may then remain unresolved due to limited resources and the 
lack of perceived importance of rectifying them. 
Measuring Service Quality 
The measurement of service quality has been extensively debated within the literature and 
despite considerable debate 14,15,16,17,18,19,20 the use of the SERVQUAL 3  tool for measuring 
the quality of services, based on the view that service quality can be assessed by comparing  
customers' expectations of the service prior to the service encounter and their perceptions of 
the actual service delivered is still a useful tool for the operationalisation of service quality 
measurement 21. 
Service quality can be measured wherever a service is provided to another person or group. 
This occurs at transactions between internal suppliers and internal customers and between 
customer contact personnel and the external customer. 
Internal service quality can be measured by examining the internal customers’ perceptions of 
the quality of service which they receive from internal suppliers.  
External service quality can be measured by examining the external customers’ perceptions 
of the quality which they receive from the firm. 
Previous research has shown that SERVQUAL 3 is a useful tool for this application and is 
easily adapted to account for different expectations of internal and external customers.22,23,24 
 
The Internal Marketing Schematic. 
Two accepted methods for creating service quality have been discussed and the limitations of 
these methods have been identified. These limitations can be overcome by synthesising the 
internal customer map shown in Figs.1 & 2 and the service blueprint shown in Fig. 3 to 
produce an internal marketing schematic, Fig.4. 
The internal marketing schematic identifies internal customers and internal suppliers. It 
groups service delivery  processes together according to which internal group performs them 
whilst differentiating those processes which the external customer experiences from the back 
office processes which are invisible to the external customer.  
[BRING IN FIG.4 HERE] 
By representing the firm’s activities on an internal marketing schematic many of the 
limitations of services blueprinting and the internal customer model are overcome. The 
advantages of the internal marketing schematic over these other models are discussed in more 
detail below. 
Developing a holistic view of the firm. 
The process of identifying and examining  the organisations activities and grouping them 
together according to the groups which perform them helps to focus the members of these 
groups on the tasks which they perform. This generates ideas for improving the system of 
delivery and, importantly, helps the members of these groups to accept the rationale that they 
are serving an internal customer and that this customer can be either satisfied or dissatisfied 
with the product or service which they provide. 
By examining the internal marketing schematic employees develop a holistic view of the firm 
as they identify where they fit into the firm’s activities in relation to their co-workers. They 
can see how they affect the external customer, either directly or indirectly. To gain the 
maximum benefit form the internal market schematic it should be communicated, in its 
entirety,  to all employees. One suitable method of doing this is to place the schematic on a 
prominent site where all employees have access. This stimulates further interest and 
awareness in the internal marketing process and as employees discuss the schematic and 
examine how they affect the processes of other departments, their internal customers. This 
broadens their understanding of the processes involved in service delivery, not just within 
their narrow field of influence but also within other departments.  
Measuring service quality 
By representing internal customers and internal suppliers it is possible to identify internal 
market interactions and measure the quality of the service delivered across these interactions.  
Individual service quality data can then be communicated to the internal suppliers and targets 
set for their improvement. Managers responsible for improving the quality of the services 
which they deliver to their internal customers, and employees involved in the delivery of this 
service, can then use the internal marketing schematic to examine their service delivery 
processes. Areas where changes need to be made in order that they meet the expectations of 
their internal customers and hence the external customers can then be identified. 
Proactive process redesign 
The schematic can also be used by individual managers to examine their department’s service 
delivery processes, irrespective of service quality targets. This more proactive approach may 
identify bottlenecks and repetition of effort within departments which can be remedied. By 
providing the internal marketing schematic for the whole organisation for examination efforts 
can be made to ensure that solving one bottleneck does not simply create another one 
somewhere else in the organisation. 
External customer focus 
The internal marketing schematic also identifies processes which are important to the external 
customer in formulating a judgement about the quality of service which they receive. These 
are separated from these back office process, by a line which depicts the interaction boundary 
of the customer and the firm (A-B). Differentiating those activities which directly affect 
external service quality serves as a reminder to all employees that it is the external customer 
which is the main focus of their activities. All efforts to satisfy internal customers are a result 
of the wants and needs of the external customer. 
Translating external service quality into departmental targets 
External service quality measures will provide information relating to the satisfaction of the 
external customer. The service quality measures will indicate where effort is required to 
better satisfy the external customer and these areas become improvement targets for customer 
contact personnel. For example if the customer is satisfied that the service is delivered 
quickly and professionally, but is dissatisfied by the number of inaccuracies within the 
associated documentation and the physical representation of documentation, then the 
customer contact personnel are clear on the areas which need to be improved in order to 
better satisfy the customer. This knowledge can be used to  set targets to achieve this. In 
order to meet these targets and so meet the needs of the external customer, customer contact 
personnel make service quality demands on their internal supplier, in this case for more 
accurate and better presented documentation. The internal supplier, in turn makes demands 
on their internal supplier and so on throughout the value adding chain until the problem is 
resolved. Using service quality data and the internal marketing schematic in this way 
translates the wants and needs of the external customer into targets for each and every 
internal supplier  within the company.  
Furthermore if any internal supplier does not adequately provide the service which the 
internal customer requires to meet the next customer in the value adding chain this will be 
reflected in a low service quality score for that particular internal transaction. Managers 
reviewing internal service quality data can see quickly which areas of the organisation will 
need the most attention to improve the service offering to the external customer. 
The specific improvement targets generated from SERVQUAL measures are of much more 
use to the managers of internal supplier groups than a general statement that the internal 
customer is fairly satisfied but they need to try harder to fully satisfy them. Often the 
specifics of satisfaction and dissatisfaction do not become apparent until such a technique is 
used to examine the expectations of the internal customers.  
The application of satisfaction measures across all internal transactions will provide data for 
internal suppliers to better satisfy the diverse needs of all of their internal customers. 
Motivating employees to comply to the customer satisfaction strategy 
Internal suppliers can be motivated in several ways to achieve high internal service quality 
scores. However, in researching the application of the internal marketing schematic it was 
found that making the schematic public to all employees and representing the service quality 
scores for the internal interactions on the schematic was sufficient. The public nature of the 
schematic and the fact that any employee could identify the top scoring and the poorest 
scoring internal suppliers resulted in considerable peer pressure to achieve better internal 
service quality scores than competing departments. There are however a number of methods 
available to managers to encourage employees to comply to a customer satisfaction strategy 
and improve their internal service quality and the exact way in which this should be achieved 
is dependent on the organisation in question.  
Increasing employee satisfaction 
As the use of the internal marketing schematic begins to show benefits, employees become 
more satisfied with their work environment. They receive top quality internal services, which 
makes it easier for them to meet their targets. Employee satisfaction provides several benefits 
to the organisation. satisfied employees are more likely to provide a better service to their 
customers, both internal and external. They are also more likely to remain with the firm for 
longer, increasing the experience of the workforce and reducing recruitment and training 
costs. 
Discussion and Managerial Implications. 
The aims of this paper were to develop a management tool which can be used to implement a 
strategy which would contribute to the quality of service which is provided to the customers 
of the firm. 
The paper describes the synthesis of established tools found within the services marketing 
and management literature, developing a new method of representing the firm which enables 
managers to understand which activities, undertaken in their departments,  add value to the 
service offering to the customer.  
The internal marketing schematic can facilitate the translation of customer wants and needs 
into targets for all personnel within the firm. The mechanism by which these targets translate 
into a more satisfied customer is also described. 
This approach to creating quality in service provision can be achieved in several stages. 
Create Awareness Of The Service Quality Initiative 
The first stage is to create awareness amongst departments that they affect the quality of the 
services which the paying, external, customer receives, even though their operations may be 
quite distanced from the external customers. The mechanism by which they can help to create 
external service quality is by serving their internal customers better. 
Collect Information And Construct The Internal Marketing Schematic 
Each department must then identify the other departments and or external customers which 
they support and provide a service to. These internal customers may be the recipients of 
reports, orders, appointments and all manner of other services depending on the type of 
company. By identifying their internal customers each department develops an understanding 
of how they support these in their operations. 
Having identified the internal customers and supplier, and the transactions between them, this 
information then needs to be collated. The internal customer map as shown in Fig 1 can then 
be created. The map then needs to be verified by all departments to ensure that each group 
has understood and identified what it is that they produce and to whom it is provided. 
At this stage employees develop a more holistic view of the organisation and can see, 
diagrammatically, how they fit into the chain of departments which add value to the external 
customer. 
Having verified, the basic information contained within the internal customer map it is then 
necessary to add the detail of the service delivery processes. This will ultimately be used to 
redesign the processes of the departments to better meet the needs of the internal and external 
customer. Employees need to examine the processes which they undertake and produce a 
service blueprint of the departments’ activities.  
At this stage employees may identify areas where effort is duplicated and bottlenecks and 
delays which occur within the department. 
These departmental service blueprints then need to be collated to produce the internal 
marketing schematic for the whole organisation as shown in fig 3. Examining the internal 
marketing schematic may now identify areas of duplicated effort between departments and 
inefficient transactions between internal customers and suppliers. 
Measure Service Quality And Set Targets For Improvement. 
Having constructed the internal marketing schematic and identified interactions between 
internal customers and suppliers, and the firm and its external customers it is now possible to 
measure service quality at these transaction points. Here the SERVQUAL scale will provide 
information on how the customer (both internal and external) perceives the quality of the 
service with which they are provided. Where the customer is not satisfied with the service 
which they receive the information from the SERVQUAL measures can be used to create 
specific targets for the supplier.  
Make Appropriate Changes To Meet Service Quality Targets. 
Managers of internal suppliers can now use the detail of the internal marketing schematic to 
identify process changes which will allow them to better meet the needs of their customers. 
Incentives to conform to this process and encourage employees to strive to better meet the 
needs of the internal customer can take may forms, and may be based on the measure of 
service quality obtained from the application of SERVQUAL. In previous applications of this 
model it has been observed that by making the internal marketing schematic available to all 
employees and including the service quality scores on the internal marketing schematic, 
considerable peer pressure resulted. This was found to be sufficient to motivate employees to 
serve their internal customers better as non of them wanted to be seen as providing the lowest 
levels of service to their colleagues. 
Industrial Applications of the Internal Marketing Schematic.  
Internal marketing schematics have been applied to two organisations as part of an ongoing 
and wider reaching programme of investigation into the management of quality service 
delivery. Both of the organisations chosen for investigation provide a product / service mix to 
large industrial customers. Company A operates in the telecommunications market and 
company B in the production and delivery of materials to the aerospace industry. Preliminary 
investigations in both organisations identified customer dissatisfaction arising from poor 
quality service provision. Neither organisation was meeting delivery schedules promised and 
in one case the customer identified that incomplete and inaccurate orders were also a major 
cause of dissatisfaction. 
Constructing the Schematics. 
The internal customer and supplier maps, (Figs 1 & 2), for the companies A and B 
respectively, were constructed using primary data collected by personal interview with 
departmental managers, who were asked to identify the internal customers and suppliers of 
their departments. Where departments had identified internal suppliers or customers who did 
not recognise that they were acting as such, the departments were revisited to corroborate the 
information obtained by interview.  
Having constructed the internal customer maps, a second series of interviews were conducted 
with departmental employees to collect the process information required to create the internal 
marketing schematic Fig 5. 
[BRING IN FIG.5 HERE] 
 
The internal marketing schematic shown in Fig 5 is an abbreviated version of the complete 
schematic for the whole organisation. Internal marketing schematics constructed for both 
organisations studied contained in excess of 300 - 400 process steps and for reasons of space 
cannot be shown in their entirety.  
Internal service quality was measured across the inter-departmental boundaries, using a 
modification of the SERVQUAL instrument 3 and the results of this internal service quality 
audit were then publicised to all internal suppliers to provide information on how well the 
needs of their internal customers were met, and also how this internal service quality 
compared with that of other internal suppliers. 
 
Changes in service quality and productivity. 
Having already identified that on time delivery was one of the major concerns of the 
customers of both organisations, the internal marketing schematic and internal  service 
quality scores were examined to identify any obvious problem areas where time could be 
removed from the system or where internal customers were not being well serviced. At this 
stage it was possible to identify areas of process weakness within the departments, where 
work was duplicated unnecessarily and where bottlenecks were apparent in the process. 
In the first organisation examination of the individual departmental schematics revealed 
several areas where minor reductions in the time taken for departments to process their work 
could be achieved. However by examining the internal marketing schematic for the whole 
process it was apparent that several activities were repeated throughout the production 
process. These included administrative activities such as copying and filing orders, 
specifications and schedules and more surprisingly production activities such as machining to 
different tolerances required by the customer.  
A dual approach was taken to improving service quality in this instance. At the departmental 
level managers were asked to redesign their processes to remove repetition and alleviate 
bottlenecks and to simultaneously identify and  meet the needs of their internal customers. 
At the organisational level the production process was redesigned to remove, as much as 
possible, the need to rework to different tolerances. 
At this stage many of the departmental managers reported that, as a consequence of   
employees being aware of their responsibility to meet the needs of their internal customers as 
identified by the internal service quality audit, the redesign of departmental processes and 
changed priorities met with less resistance that they had initially expected. 
After constructing the internal marketing schematic for the second, much larger, organisation, 
it was identified that their main problems existed in the final stages of product assembly and 
despatch. In this case it was decided to concentrate initially on this area of the organisation’s 
activities. Examination of the internal marketing schematic identified several areas for 
improving the design of the process for internal suppliers and their internal customers in this 
area of the organisation. The setting of internal service quality targets in this area resulted in a 
notable improvement in the commitment of each department involved. This combined with 
process redesign acted to double the throughput of work.  
Additional quality assurance tests were incorporated into the process helping to ensure that 
the products were not only delivered by the date committed but also that they conformed to 
the specifications stipulated. During the 6 month pilot project customers’ perceptions of the 
quality of the supplier increased by approximately 66%, the volume of work passing through 
the department increased 100% and cost per unit was reduced by 80%.  
 
Final Comments. 
It appears, from the two applications of the internal marketing schematic outlined above, that 
concurrently using the process detail of the internal marketing schematic, to identify and 
remove process problems, and the service quality information of the internal marketing 
schematic, to engender a quality ethos both within and between departments which is aligned 
to the service quality expectations of the customer, productivity can be improved without 
increasing costs or reducing quality. Furthermore in these cases, because all employees 
understood their involvement in the creation of service quality, process changes required to 
achieve these goals were more readily accepted by the work force than had been expected by 
departmental managers. 
Both of these studies are preliminary in nature and  form part of a wider study aimed at 
improving the quality of services which are provided by organisations, either as a service 
offering or, as in these cases, as part of a product offering. This ongoing research will 
examine the effect of  the management of people and systems which are not in direct 
association with the external customer, on the quality of service delivered to the external 
customer.   
The studies reported here, although preliminary in nature, indicate that the internal marketing 
schematic may have an important role in moving organisations to the next level of service 
quality and customer satisfaction. Furthermore the adoption of the internal marketing 
schematic is both difficult for competitors to see and difficult for them to copy. It will create 
competitive advantage by enhancing service quality and so customer and employee 
satisfaction. This advantage will also be sustainable as competitors will not be able to copy 
internal marketing efforts easily. They may in fact be unaware of the internal marketing 
campaign until they find that their customers are defecting to a competitor offering better 
service quality. 
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Fig 5. Internal Marketing Schematic 
for company B showing some process steps
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